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Intro!
Summer is in full swing on this side of the equator. If you’re not out enjoying the weather, we hope
it is because your clients need help with performance management.
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Performance Measurement
for Small and Medium
Enterprises (SMEs)

By Richard Stinson, CPA
During my career as a CPA, I have had the
pleasure of consulting with all sizes of SMEs ,
ranging from the small mom and pop opera
tions to multi-owner businesses with multi
state locations. Regardless their size, they all
share similar concerns. Chief among those con
cerns is how to keep their organization on
track, keep stakeholders satisfied and still gen
erate profits.
For the last three years, I have used the tools
and techniques I learned by attending
Performance Plus workshops to address the
SMEs’ concerns mentioned above. A typical
approach is discussed in the case study that fol
lows. While the following example describes a
performance measurement engagement for a
rural utility, the same approach can be used for
SMEs in other industries.

TEM Cooperative Case Study
PERFORMANCE
VIEW
The Measure of Success

In April 2002 I met with Jan, the CEO of TEM
Cooperative, a telephone coop. As with any
cooperative style ownership, the members are
the owners. In this case, the owners are the tele-

phone subscribers (customers). The owners
elect a board of directors from their subscriber
ranks. Day to day management is in the hands
of a general manager who has the same powers
and duties as any CEO.

TEM has been successful since its inception 75
years ago. To keep pace throughout the years
with the market and its competition, the compa
ny continued to upgrade its services. In addition
to normal telephone subscribers, the company
now offers cable television, internet access, and
cellular phone service. However, as with many
SMEs, chaos accompanies growth.
The main issues caused by this growth were
clearly described by the Jan during our first
meeting:
1. There was no long-range growth plan in
place. The company wanted to expand into
competitive markets, but lacked a focused
plan. No one was sure what the customers
really wanted.
2. There was no tracking of marketing/sales
efforts
3. Needed benchmarks to determine if the
company was on track with competition
4. There seemed to be a communications break
down from the board of directors through
management down to the line and staff.
5. The Board of Directors needed to be more
involved.
6. The employees seemed to be losing interest
in their jobs
continued on page 2
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During this initial meeting Jan asked if it
was possible to address these problems and
still keep their stakeholders (customers,
employees, vendors, community, etc.)
happy. She stated that first and foremost the
company has been a respected citizen in the
community for many years. That reputation
was not to be put at risk.
I carefully explained to her an approach I
use that has proven to be successful.
Consisting of four distinct steps, the
approach would help identify stakeholder
issues that would lead to improvements
and thereby improve the bottom line. In
the first step, the company conducts an
assessment of its stakeholders. Using a
properly constructed survey instrument
(see Exhibit 1), the company is able to
determine what is working and what is

not, along with additional improvements
needed.
This survey instrument serves as the foun
dation for a planning process concentrating
on the three basic core competencies for
business success: strategy, design, and
culture. Strategy addresses how well a
company has defined and implemented its
mission, vision, and competitive advantage
through an environmental scan of its busi
ness and stakeholders. Design looks at the
basic management structure in place, core
competencies of the organization, systems
to support the enterprise, and whether man
agement and employees understand their
role. The third element, culture, assesses
values and beliefs, organizational leader
ship, human capital, and how the company
communicates to its stakeholders.

continued,from page 1

Step two was to have the general manager
and her strategic planning team (the board
of directors and key management person
nel) attend a planning session. At the ses
sion, the team formulated an action plan
addressing the concerns raised in the
assessment outcomes. Key to this step
was an analysis of what the company was
doing well and where it needed to
improve. In Exhibit 2, the items noted in
red or within close proximity include
marketing, sales, organizational commu
nications, and strategy formulation. These
are the items the respondents (stakehold
ers felt were important to the success of
the company but needed improvement.
On the flip-side, the area in which the
company excelled included: finance,
research and development, and getting the
work done.

Exhibit 1 — Organizational Assessment Survey© (Virtual CEO, Inc.)

continued on page 3
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Exhibit 2 — Impact Matrix© (Virtual CEO, Inc.)
The stakeholder responses are aggregated into one of four quadrants: what is or isn't important (high or low
impact) and how well or poorly the company is performing (high or low score).

ORGANIZATION
STRATEGY

This report plots the Principal Elements within Organization Strategy. Each element reflects your
view of their degree of impact on the company's ability to achieve its strategic intent. The vertical
axis represents the performance mean score and the horizontal axis represents the order of priority.
The table to the right reflects the Principal Elements in order of weighted priority and lists the
performance mean score.

Degree of Impact

#

Higher Impact - Higher Score

Lower Impact - Higher Score

2

Priorities

Impact

Future Perspective

81.21%

Customer Profile

Finance

48.48%

Mean: 3.63
Production

Research & Development

Research

Development

10

Finance
Resource
Alignment

Performance Score

Vital
Direction

Customer
Service

Organization
Accountabilities

Environmental

Focused
Purpose

Focused Purpose
Industry & Competitive Analysis

Resource Alignment

Comments:

Marketing
Sales/Distribution

Industry &
Competitive
Analysis

Strategic
Advantage

Customer
Profile

Perspective

Higher Impact - Lower Score

Lower Impact - Lower Score

Degree of Impact

In the third step, the TEM management
team constructed an action plan (see
Exhibit 3 on page 4) based on what the
stakeholders viewed as important but the
company was not performing well—the
red items on the Impact Matrix and those
within close proximity to the red items.
During this step, the team revisited the
issues of concern raised initially by Jan
but did not appear as significant stake
holder concerns. The action planning
team then determined whether to include
them in the current action plan or defer
them to another time.
By creating this action plan, the TEM
management team was forced to think in
terms of what is critical to the success of
the company (examples included identify

ing customer needs, executing a market
ing strategy, improving overall communi
cations with stakeholders, etc.), assign
project leaders to see that the CSFs are
accomplished (Resource Allocation and
Ownership columns), the milestones
(KPIs), and measurements of perform
ance. Examples of KPIs included in the
plan: tracking customer behavior with
CRM< software, establishing a marketing
database that is available to all who have
customer interaction, improving commu
nications through regularly scheduled
meetings, and improving employee skills
by emphasizing training by providing a
training budget line item . A sampling of
measures the planners felt were important
included: # critical functions bench

marked, quarterly employee meetings
with 100% attendance, training as a pre
determined percent of revenue based on
best practice benchmarks, percent of per
formance plans that include individual
training plans. This last column served as
input to simple flash reporting systems
created in Excel by Jan.

A sampling of items that appeared on the
finished plan appears as Exhibit 4 on page 5.

Summary
By using this straight-forward approach,
the client was able to address its main con
cerns (those determined by the general
manager and the company stakeholders),
continued on page 4
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construct an action plan (with short-term, intermediate term, and
long range objectives) and flesh out the measures deemed impor
tant to keep the company on track. From start to finish, assess
ments time included, the process took 12 days. This valuable

continued from page 4

investment in time and resources now allows the company to mon
itor the important measures and thereby keeps the company on
track, growing profitability, while continuing to address the needs
of its stakeholders.

Exhibit 3 — Action Plan© (Virtual CEO, Inc.)
(The last column, Measurements, serves as input into the performance measurement step)

VIRTUAL CEO

Key Objectives

Management Validation & Action Planning
Resource Allocation

Ownership

Milestones

Due Date

Measurements

continued on page 5

Submissions to the Newsletter
If you have an article you want to submit for the newsletter or if you have a story to tell about how a performance measurement
engagement has benefited your client and want to be part of a case study, send an email to us at performanceview@aicpa.org and we
will work with you to make it happen.
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Exhibit 4 — Sampling of associated Concerns and Action Items
Original Concern Raised by
General Manager

There was no tracking of marketing/sales
efforts

Objective (CSFs)

Identify customers

Associated Measure

Milestone (KPIs)

CRM Software acquired

% of staff trained on CRM software (target
100%)

Hire outside marketing consultant & build
marketing database

Marketing plan completed and approved by
management & board of directors

Create Marketing plan

Benchmark for competitive purposes

Research and locate industry benchmarks

Obtain benchmarks from industry sources

# critical functions benchmarked (included
finance and marketing benchmark
comparisons)

Communications breakdown

Formalize general employee meetings and
include board of directors as presenters

Regular schedule of meeting published and
distributed

Quarterly meetings are conducted with 100%
attendance

Staff Input requested and solicited during
meetings

The Board of Directors needed to be more
involved (previously a passive board)

Board involvement at high-level

Through action planning process and review,
assign action items to board members

% of board assigned action items (80% tar
geted)

Board members provide periodic updates

The employees seemed to be losing interest
in their jobs
lack of sufficient training was determined to
be major cause)

Increase training budget
Include training as part of performance plan

Amount for training part of annual budget

Training as a % of revenue as determined
from benchmarks

% of performance plans that include training
(100% targeted)
Improvement realized due to training ($ or
% To be determined in the future)

Performance Measurement PLUS Skills and Systems Workshops for 2003
Dates and venues have been set for this
year’s workshops. Past attendees of the
CPA Performance View Workshop who
want a refresher can save $1000.

sign up or for more information on venue
and registration contact Mentor Plus:
925-485-1983, or send an e-mail to
lanrie@memorplus.com.

Mentor Plus® PMPSS Workshops
Dates/locations:
Quebec City, Canada August 20 -

In addition, Mentor Plus is offering pre
view webinars. All web seminars will be
held at 10am PST and last approximately
one hour. The remaining web seminar
will be held on:
August 14, 2003

August 22, 2003
Vancouver, Canada August 27 -

August 29, 2003
San Francisco, CA September 24 -

September 26, 2003
Las Vegas, NV October 24 — October
26, 2003
There’s more information on http://www,
aicpa.org/assurance/view/workshop.htm. To

form format hosted and facilitated by the
AICPA. These calls are a great way to
continue the learning process, discuss
issues with others, hear about how others
are doing, and share your successes and
challenges, and, most importantly, stay
motivated.
Subject to change, the schedule for the
remainder of this year is:
• August 22nd
• October 24th

Conference Calls
On the last call (April 25), the attendees
heard several excellent ideas about imple
menting a practice. Each call is a free

• December 12th
All calls are held at 12:00 PM Eastem/9:00
AM West Coast time. To participate on the
call, dial 706-643-5329 and enter the code:
6371902#.
continued on back page
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Performance Measurement PLUS Skills and Systems Workshops for 2003 continued from page 5
We send email reminders to everyone
for whom we have email addresses,
especially if we need to change the date
of the call. If you did not receive emails
about the calls last year, it is because we

do not have a working email address for
you. If you want to receive up-to-date
information about the calls or other
events, please send to us an email at
performanceview@aicpa.org and askto be

added to the email list. We use the email
list to keep in contact with you, but not
too often.

Yahoo! Group
Don’t forget, the AICPA has set up a Yahoo forum for practition
ers to share ideas and information at any time, rather than waiting
for the open forum calls. To subscribe, you will need to create a
Yahoo ID to join.

1. Once you complete that process, follow this link ‡
http://groups.yahoo.coni/gronp/cpa perf view/?yguid= 124458532
2. You will receive a message indicating you are not a member of
the group.
3. Click on “Join this Group” which is in the upper right side of
the screen.

4. Select a few preferences and click the “Join” button.

We will receive an email and approve you for membership, once
approved you will have access to the area to leave message and
send emails.
Your clients are the best place to develop measures, but it doesn’t
hurt to have some fellow practitioners around to bounce ideas off
of and share experiences. So, join today and use the group for
everyone’s benefit.
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